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Abstract 
The characteristics of organizational vision statements have been discussed by many previous studies. The literature seems to assert 
that the content of a strong organizational vision should principally include emotional persuasion. However, as far as we know, this 
claim has remained untested to a large extent. Therefore, this study investigated whether or not organizational visions are largely 
composed of pathos rhetoric. To examine this, 365 vision statements on the web sites of the largest 1000 Turkish companies 
according to 2012 data were analyzed rhetorically and statistically.  
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1. Introduction 
Vitality of vision for follower and organization level outcomes has been repeatedly stressed in the related literature. 
It has also been professed in some studies that vision should principally be comprised of emotional appeals (Dess & 
Miller, 1993) to provide its expected benefits. However, despite its importance, very little empirical research has been 
conducted on organizational vision statements (Cady et al., 2011). In addition, as far as we know, the assumption of 
being emotion-laden has not been tested empirically. Therefore, to understand whether or not the vision statements of 
corporations predominantly contain “pathos rhetoric” (Aristotle, 1991), first, 365 vision statements of the 1000 largest 
firms in Turkey according to 2012 data will be analyzed rhetorically. These large-scale organizations were preferred 
since there seemed to be a greater possibility that these organizations would behave according to the theory.  These 
first findings will then be statistically evaluated to determine whether there are significant differences in terms of the 
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use of Aristotelian rhetoric strategies such as logos, pathos and ethos (Aristotle, 1991). Therefore, this can be 
considered to be mixed method research (Creswell & Cresswell, 2005). 
2. Literature Review  
2.1. Vision of Organizations 
The concept of vision was mostly used by the scholars who studied political, social or religious leadership before 
1980s (Kantabutra, 2010). “Management and Organization (MO)” literature seems to particularly focus on the concept 
in the 1980s.. Although there is still no definition that is completely agreed upon (Kantabutra, 2010; Lewin, 2000; 
Larwood et al., 1995), it can be said that organizational vision tries to answer the question “what do we want to 
become in the future?” (David, 2011). In other words, it is “a statement of the desired future state of the organization 
within the arena of competition defined in the mission” (Raynor, 1998: 371).  
 
When the vision literature is reviewed, it can be clearly seen that there are two sub-branches of the field of study. 
The first investigates the role of vision in charismatic, transformational or visionary leadership (Berson et al., 2001; 
Larwood et al., 1995; Lissack & Roos, 2001; Westley & Mintzberg, 1989). It appears to accept vision as a component 
of effective leadership (Lewin, 2000). For example, it was found in a study that vision as a component of charismatic 
leadership had stronger effects on followers attitudes and performances when compared with charismatic personality 
(Kirkpatrick & Locke, 1996). The second sub-branch of vision research focuses on the process dimensions such as 
development, articulation, communication and implementation of vision (Larwood et al., 1995). Thus, it can be said 
that this study principally focuses on the process aspect of vision.      
 
The benefits of vision on followers and organizational level outcomes have been previously well-documented in 
leadership, entrepreneurship and strategic management (SM) literature. For example, the non-existence of common 
vision in an organization bears risks such as creating a situation where each member develops different agendas (Gill, 
2006). Therefore a shared vision may help the organization to focus the energies and capacities of its members on 
common goals (Lewin, 2000). Furthermore, since young and brilliant employees may demand a strong vision, 
organizations also need a vision to recruit, motivate and keep talented employees (David, 2011; Kantabutra, 2010; 
Lipton, 1996). In parallel with this claim, a study discovered a positive relationship between the affective commitment 
of employees and vision dimensions such as formulation, content and assimilation (Dvir et al., 2004). In addition, 
organizations require a vision to improve their performance measures such as profit, return on shareholder equity, 
employee turnover and rate of new product development, to be able to deal with increasing change uncertainty, and to 
create a basis for strategic planning (Lewin, 2000; Lipton, 1996; O’Brien & Meadows, 2000). Indeed, Baum et al. 
(1998) indicated that possessing a vision affects some measures of organizational performance such as employment, 
growth in sales, net worth and profits. In a similar vein, an organization can gain sustained competitive advantage with 
a well-articulated vision (Kantabutra, 2010 cited from Hamel & Prahalad, 1989). However, since creating a vision is 
not always successful, organizations can not always obtain benefit. Why do organizations experience failure during 
this process?. Some reasons behind this grim reality are inconsistency between the CEO’s behavior and the vision, 
irrelevancy, being too abstract or too concrete a vision, weak management participation during construction of the 
vision, lack of a creative process and imposition of the vision from the top (Lipton, 1996).  
 
On the other hand, to gain acceptance and to obtain some benefits, a vision should have certain characteristics. A 
vision includes two main parts; the core (or content) and circumference (or attributes). The core of a vision generally 
involves products, services, markets, processes, organization and/or ideals (Baum et al., 1998; Westley & Mintzberg, 
1989). The circumference part of it principally focuses on the rhetoric (Westley & Mintzberg, 1989). Although there 
are some studies (e.g. Berson et al., 2001) suggesting that the inspirational level of the content depends on the style of 
leadership such as transformational or transactional, according to some studies in literature, the most effective visions 
are those that can inspire the workforce of an organization (Dess & Miller, 1993). To create an inspirational effect on 
the workforce, an ideal vision must have an emotional appeal in its circumference (Baum et al., 1998; Dess & Miller, 
1993 cited from Kiechel, 1989; Kaplan et al., 2008). However, this claim seems to still remain an a priori. Therefore, 
the aim of this study was to research whether or not the visions of organizations largely contain emotional persuasion 
as asserted in some literature. Despite its popularity and largely accepted importance (O’Brien & Meadows, 2000), 
very little empirical research has been conducted on comparisons of corporate vision statements (Cady et al., 2011).  
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2.2. Rhetoric 
Although the concept of rhetoric has experienced some peaks and troughs, it is fair to say that it has a long and 
glorious history. The popularity of rhetoric, which went into a decline during the “Enlightenment” and “Romanticism” 
periods (Bonet & Sauquet, 2010), started to increase again along with the “Linguistic Turn” in social sciences 
(Alvesson & Kärreman, 2000; Green, 2004). Language is no longer simply a mediator for the exchange of 
information, but also a tool to construct reality and subjectivity (Heracleous & Barrett, 2001; Knights & Morgan, 
1991).  
 
In spite of the fact that the concept of rhetoric has been used since ancient times, there is still no monolithic 
understanding related to rhetoric. For example, when the literature on rhetoric is reviewed, there are three schools 
which have deep roots and assign so different meanings to rhetoric (Meyer, 2009). The first of these, Plato, holds 
rhetoric at a distance, since rhetoric was conceptualized as the deception of audiences. On other hand, Quintilianus 
defines rhetoric as making a good speech, so he had a more neutral attitude to rhetoric when compared with Plato. 
Finally, according to Aristotle (1991: 13), rhetoric is “the ability to `see´ the available means of persuasion.” He 
claimed that there are three means of persuasion: pathos, logos and ethos. In the “Pathos Rhetoric (PR)”, an actor tries 
to persuade others by activating their emotions such as fear, anger, shame, jealousy and so on. Another means of 
persuasion is “Logos Rhetoric (LR)”, which addresses logic by emphasizing concepts such as science, productivity, 
effectiveness, efficiency, system and method. Finally, “Ethos Rhetoric (ER)” focuses on morals, ethics, tradition, 
justice and right. The concept of “macro discourse” refers to a discourse which is largely accepted by society and slips 
across the border of an institutional field (Lawrence & Phillips, 2004). In this context, ER seems to be based on macro 
discourses to a great extent. Among these three important names, Aristotle appears to occupy a more important 
position in the history of rhetoric. Furthermore, Farmer and Patterson (2003: 106) expressed in their study that “if 
anyone was the father, the father of rhetoric was Aristotle”.  
 
According to Suchman (1995: 574), “legitimacy is a generalized perception or assumption that the actions of an 
entity are desirable, proper, or appropriate within some socially constructed system of norms, values, beliefs, and 
definitions”. In this situation, according to this definition, perceptions are adequate (Ashforth & Gibbs, 1990) and they 
do not need to be consistent with reality. There are three types of legitimacy; pragmatic, moral and cognitive. PR and 
LR are based on more individual interests and therefore, they endeavor to generate pragmatic legitimacy. However, 
ER is based on more social interests, thus, it seems more related to moral legitimacy (Green, 2004; Green et al., 2008).       
 
Although some studies in MO literature present some alternative forms of persuasion (for example Brimeyer et al., 
2004; Jarzabowski & Sillince, 2007; Potter, 1996; Suddabby & Greenwood, 2005), many studies (for example 
Eryılmaz & Eryılmaz, 2011; Green, 2004; Green et al., 2009; King & Kugler, 2000; Özen & Berkman, 2007; Symon, 
2000 & 2008) have benefited from Aristotelian rhetoric. Therefore, in this study, Aristotelian rhetoric is adopted as 
consistent with the majority of the related literature.    
   
Finally, according to some parts of SM literature, a healthy vision statement must have an emotional appeal. Larger 
organizations will most probably create vision statements which are more consistent with the ideal visions defined in 
literature. Therefore, it is expected in this study that the 1000 largest firms in Turkey use more PR in their vision 
statements than LR and ER.  
 
3. Methodology 
3.1. Data 
The data set of this study is comprised of the web sites of the 1000 largest Turkish companies according to 2012 
data. These companies were selected since large companies will probably have vision statements which are closer to 
the ideal vision emphasized in literature.  
 
The number of employees in these organizations ranged from 5 to 15,799. In addition, they belonged to different 
industries such as automotive, construction, defense, dried food, electronic, energy, foreign trade, jewelers, machinery, 
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marble, mining, packaging, steel, textile and tobacco. Exports in 2012 were between 55 and 5042 million dollars. 
Finally, the oldest and newest ones were established in 1818 and 2010 respectively.  
 
Of the 1000companies, 85 did not want their names published. The web sites of 93 companies could not be 
accessed and 47 organizations did not want to participate in the research. Some companies did not even have a web 
site, while others were still under construction. Therefore, the web sites of 775 companies were investigated and of 
those, 410 did not have a vision statement on the web site or it was not an appropriate vision or did not contain 
persuasion rhetoric. Therefore, the final dataset comprised the web sites of 365 companies which included an 
appropriate vision statement for this research.  
4. Data Analysis 
In this section, a method quite similar to that of Özen and Berkman (2007) was adopted. Two raters experienced in 
rhetoric analysis examined the web sites of the organizations. The main texts were the vision statements of the 
organizations on their web sites. Since it is known that visions are often intermingled with mission statements 
(Kantabutra, 2010; Kirkpatrick, 2004; Lewin, 2000; O’Brien & Meadows, 2000; Sheaffer et al., 2008), it was first 
investigated whether or not the visions of the organizations were consistent with the definition in literature. At this 
point, the vision definition of David (2011) was taken as the basis. The vision statements on which raters failed to 
agree, were omitted.  
 
It was next examined whether or not the appropriate vision statements of the organizations included rhetoric. 
Again, the text segments on which raters failed to reach a compromise were excluded. The amount of agreement at 
this point was 0.88, which was acceptable (Özen & Berkman, 2007). Text segments comprised of rhetoric, were 
sometimes one sentence, although they often included several sentences. Furthermore, if there was rhetoric in the 
vision statements, the raters examined the rhetorical themes. The rhetorical themes are the main thesis to legitimize the 
vision, which are often also parallel to rhetorical strategies (Özen & Berkman, 2007). The agreement rate for the 
rhetorical themes in 45 vision statements was calculated as 0.91.  
 
Using a coding system and with the aid of previous studies in literature (e.g. Green, 2004; Green et al., 2008; Özen 
& Berkman, 2007) the two raters independently allocated rhetorical strategies into the three means of persuasion 
defined by Aristotle (when they are used together, there are seven alternative ways of persuasion: LR, PR, ER, 
LR+PR, LR+ER, PR+ER, LR+PR+ER). Furthermore, in some studies of rhetoric (e.g., Erkama & Vaara 2010; 
Suddaby & Greenwood 2005; von Koskull & Fougere 2011), extra ways of persuasion have been added to 
complement Aristotelian rhetoric strategies. However, this study only used Aristotelian means of persuasion to explain 
all the persuasion efforts in the texts. At this point, the two raters independently coded the randomly selected vision 
statements of 45 organizations and independently allocated these statements into rhetorical strategies. As this number 
of vision statements was 12% of the total, the sample size could be accepted as adequate (Neuendorf, 2002). After 
calculation, the agreement rate was found to be 0.95, which was an acceptable level (Tavşancıl & Aslan, 2001). 
During the process of coding, if there are a limited number of categories, this can create some risks. However, in this 
study, since there were seven different categories, the researcher did not feel the need to use Scott’s Phi (Scott, 1955).  
 
Finally, “Mixed method research is a research design or methodology for collecting, analyzing, and mixing both 
quantitative and qualitative data in a single study or series of studies in order to better understand research problems” 
(Creswell & Creswell, 2005: 317 cited from Creswell, 2003). Therefore, it is fair to say that this study is an example 
of mixed method research as it investigated whether there were any statistically significant differences between the use 
of PR and other rhetorical strategies. However, to first select an appropriate statistical analysis, the distribution of data 
was examined. As the group was bigger than 50 (Büyüköztürk, 2007), the Kolmogorov-Smirnov test was used to 
determine whether or not there was normal distribution of the data. Then, Friedman and Wilcoxon Signed Rank tests 
were applied to determine whether there were significant differences in the use of rhetorical strategies in the vision 
statements of the organizations.  
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5. Findings 
After the analysis of the rhetoric in the vision statements, the frequencies of rhetorical strategies are presented in 
Table 1. The findings indicated that Turkish organizations principally use LR for persuasion in their vision statements. 
This finding is consistent with other studies of rhetoric in a Turkish context (e.g., Eryılmaz & Eryılmaz, 2011).    
Table 1: Frequency of rhetorical strategies in vision statements  
LR PR ER LR + PR LR + ER PR + ER LR + PR + ER Total 
135 (37%) - 10 (3%) 13 (3%) 169 (46%) 2 (1%) 36 (10%) 365 (100%) 
 
Some examples of rhetorical strategies are presented below:  
 
Our vision is to be an entrepreneurial company which works with the target of “zero defect”, have an excellent 
supply chain and a competence about process renewal and form international alliances. (Logos) (Italics were added by 
the researcher).  
 
To be the food brand that meets the protein needs of Turkey. (Ethos). (Italics were added by the researcher). 
 
Being the leading automotive company that shapes the customer expectations and is a source of pride. (Logos + 
Pathos) (Italics were added by the researcher).  
 
The vision of İDÇ is to conduct high quality production utilizing modern technologies so that our shareholders and 
our country will be able to achieve ultimate wealth. (Logos + Ethos) (Italics were added by the researcher).  
 
Our vision is to produce a Kilim with love to universal standards for all eco systems and habitats (Pathos + Ethos) 
(Italics were added by the researcher). 
 
To be a company admired for its performance, and a standard bearer in the petroleum sector for its respect for the 
environment and life values. (Logos + Pathos + Ethos) (Italics were added by the researcher).    
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Table 2: The distribution of rhetorical themes 
Main themes Frequency  Percentage in Its Own Rhetorical Strategies Percentage in Total  
A. Logos Rhetoric (LR)    
1. Leadership of organization among similar organizations  124 0.16 0.11 
2. Customer satisfaction 116 0.15 0.10 
3. Innovation and technology 101 0.13 0.09 
4. High quality product/service 95 0.13 0.08 
5. Management systems 52 0..07 0.04 
6. Sustainable organizational growth 39 0.05 0.03 
7. Financial performance 35 0.05 0.03 
8. Market share 26 0.03 0.02 
9. Creating value-add 7 0.01 0.01 
10 The others 166 0.22 0.15 
B. Pathos Rhetoric (PR)    
1. Happiness 29 0.44 0.03 
2. Fear 5 0.08 0.01 
3. The others 31 0.48 0.03 
C. Ethos Rhetoric (ER)    
1. Integration with world and Europe 86 0..29 0.08 
2. Contribution to Turkey 50 0.17 0.04 
3. Ethics-Social Responsibility-Values-Principles 44 0.15 0.04 
4. Contribution to society and all humanity  41 0.14 0.04 
5. Trustworthiness 37 0.12 0.03 
6. Environment conscious 37 0.12 0.03 
7. The others 6 0.01 0.01 
 
The distribution of the main themes in terms of their frequencies is presented above in Table 2. 
  
At this point, it was examined whether or not data was normally distributed. However, the findings of the 
Kolmogorov-Smirnov test showed that the data required non-parametrical statistical analysis. To decide whether there 
were some statistically significant differences in the use of rhetorical strategies, the Friedman Test was used. The 
Friedman test indicated that there were some differences, but since the test did not explain the details of the 
differences, the Wilcoxon Sign Ranked Test was also applied. The findings of that test showed some statistically 
significant differences in the use of rhetorical strategies. However, the findings were different from the claims of the 
studies predominant in literature, which suggest that vision statements of organizations mainly include PR. In contrast, 
the findings of the current study showed that the most and the least preferred rhetorical strategies were LR and PR 
respectively. The findings of these tests are presented in Tables 3 and 4.   
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Table 3: The findings of the Friedman Test 
Ranks 
 Mean Rank 
LR 2.60 
PR 1.37 
ER 2.03 
 
Test Statistics 
N 365 
Chi-Square 407.483 
df 2 
Asymp.Sig. .000 
Table 4: The findings of the Wilcoxon Signed Rank Test 
Ranks 
 N Mean Ranks Sum of Ranks 
PR-LR                   Negative Ranks 
Positive Ranks 
Ties 
Total 
303a 
3b 
59c 
365 
154.17 
86.00 
46713.00 
258.00 
ER-LR                   Negative Ranks 
Positive Ranks 
Ties 
Total 
151d 
14e 
200f 
365 
84.31 
68.86 
12731.00 
964.00 
ER-PR                   Negative Ranks 
Positive Ranks 
Ties 
Total 
15g 
177h 
173i 
365 
24.00 
25.56 
1365.00 
17163.00 
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Test Statistics(c) 
 PR - LR ER - LR ER - PR 
Z -15.506 a -10.498(a) -11.511(b) 
Asymp. Sig. (2-tailed) .000 .000 .000 
a  Based on positive ranks. 
b  Based on negative ranks. 
c  Wilcoxon Signed Rank Test 
6. Conclusion 
A healthy vision may provide some benefits to organizations. According to some parts of literature, to obtain these 
benefits, the visions of organizations mainly include emotional appeal. However, this claim still seems to be untested. 
In this study, it was aimed to investigate whether or not the vision statements of organizations principally used pathos 
rhetoric. As far as we know, this is the first study to test this claim. Some authors in the literature of management have 
suggested that rhetoric is the main axis of management (von Koskull & Fougere 2010), although there is an important 
lack of studies concerning rhetoric in the strategic management field. Therefore, this study may be accepted as a small 
contribution to fill this gap. Some SM scholars accept the link between SM and behavioral sciences as a missing point 
(e.g. Powell et al., 2011), therefore studies which focus more on rhetoric can help to humanize SM (Westley & 
Mintzberg, 1989).   
For this study, the researcher examined the web sites of the 1000 largest Turkish companies in terms of 2012 data. 
However, some companies did not have a web site and many companies did not have a vision statement on their web 
site. This finding is consistent with a study which was conducted with Fortune 500 companies (Kasowski & Filion, 
2010). The final data set of the study was the web sites of 365 companies.  
  The findings of this mixed methodology research indicated that the visions principally consisted of logos rhetoric 
in the Turkish context. Although this result is consistent with some previous studies (e.g. Eryılmaz & Eryılmaz, 2011) 
which emphasized the dominance of logos rhetoric in Turkish managers’ discourse, it is contrary to claims of some 
literature on organizational vision. The reasons behind this finding may be that firstly the claims in literature are not 
consistent with reality. Another explanation could be that people in top positions in Turkish organizations generally 
have an engineering or health sciences educational background.  This difference may affect the choices of rhetorical 
strategies. Therefore, future studies may investigate whether there is a significant difference in the use of PR between 
managers with an engineering or health sciences background and those from social sciences.  
This study also has some limitations. For example, at the beginning of the study, the target was the examination of 
the vision statements of the largest 2000 companies in Turkey. However, time constraints prevented this sample size. 
Secondly, the coding process was going to be applied with three coders to increase the reliability of the study. Finally, 
this study is based on “traditional vision statements” of organizations (Lewin, 2000), which often consist of only a few 
lines. Therefore, studies which have focused on traditional statements have been criticized and it is recommended that 
vision studies should be supported with richer data (Berson et al., 2001).  
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